DOCOHEHT EESOHE 



ED 115 75a 

lOTHOR 
TITLE" 

INSTJTOTldi *; 
PDB dXtE 
NOTE 



EDRS PBICE 
DESClJIPTOES 



; CE 005 569 

Floyd, Jerald - ^ 

-Planning, Implementing, and'^Bvaluating Community 
Vfiealth Programs. . 

.i#Korthern Illinois Univ., De Kalb, • ^ 

9; tfpv 71* 

15p^.; Paper presented to the Annual Meeting of the 

Ill-^nais Hospital Association <52nd, November 9, 

1974) " . ^ , 

« 

HF-$0.76 HC^'SI.SS Plus Postage 

♦Community Health; Delivery Systems; *Health Needs; ^ 
♦Health Programs; Health Services; Individual Needs; 
Program Administration; *Program '^Development; 
♦Program Planning; Speeches ^ 



ABSTRACT ; - r . . 

Planning, implenpenting, and evaluating an effecti;jQ 
community health program requires a basic under s-^anding of the^._, 
.dynamics and precedents that affect such programs. A community health 
program^s general goaj is to assist individuals and communities, in 
identifying^ and meeting their health problems. In order to accomplish 
this goal the American Public Health Association has developed 
general objectives for future planning* Further, an understanding of 
the concept of basic human needs as it is related to community health 
programs is ess^ential to a health program. The reso'lution of 
community health problems can be facilitated by understanding and 
dealing with the five processes (planning, organizing, directing, 
coordinating, and controlling) required for effective administration.'' 
Any program to be effective and ^efficient must be accountable for six 
program aspects; prevention, detection, appraisal, treatment, ^ | 
rehabilitation, anS evaluation. With these program objetJtiv^s, '/ 
processes, and aspects in mind the eight procedures (establishing 
goals, clarifying/goals, restating program goals in official written 
form, developing an action plan, establishing enabling objectives^ 
collecting materi/als and resources, establishing evaluation crlteria^_ 
and relating to program goals) should be utilized in implemeijtiTig" a':;//' 
health pro g^r am that is relevant- to human and-^ community needs. With 
all the^se elements functioning properly ^hejtlth programs can expect 
success. (Author/BP) ^ 
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Backgroiibd a nd Orientation^ 

Planning^ tmr^lementl ng and evaluating an effective community 
health program requires a basic understanding of the dynamics and 
precedents that effect ' such programs^ One sucTi effect Is that* 
some communl ty health problems require Individual effort for 
reso lu tlon; <$ thers,^ a - concerted cojmnunl ty effort. \ 

A community health program has two general goals: . (1) to' 
assl3t Individuals In Identifying and meeting their Individual 
health problems and (2) to assist communl tl es In Identlfyl^ng and 
meeting, community health^ problems. .Community health programs are 
created by 'sftua tlons whTch renTder Individuals or groups unable 
to meet basi c.human" needs; and/or the Individuals or '^groups are 
unable. to "^^^^ th^^*^ pg**^^"^^" ^ as they could be met If 

specialized programs were established to resolve the Issues. 
These Issues tisuaily present themselves as health problems^ more 
speclTlcally they surf ace' as problems that are already of crisis 
proportion, Whfen d I f f I cu 1 tl fes occur It Is ^i^cause' the propiram 
that was. d eveloped can no longer meet th'e/oeeds It was designed 
to fulfill/ or Is unable to^accurately assess wFat the* 'Ve.al" 
needs are. . " . r 

In order to accomplish the ^wo main goals of community 
health/ the ProgrTnTArea Committee on Mei^lcal Care Administration 
of the American Public Health Association developed the follov/lng 
object! ves** fipr health planning: * . 



1. Improve organization patterns for health sar^ces. 

2. Speed development of needed new'^lieaVth 'Services^, 
Strengthen existing services^ anpr Improve uttlfzatlons. 

* * * * * 

3» ^'Dl3coura^e programs not neerf^ In the community. 

^ Improve the quality j^f hea 1 th^. '^care through better 
coordination. 

5.. Eliminate duplication of heal.th services among official 
and voluntary agencies at all levels* 

6. Reduce fragmentation of health services at the state, and 

' ' • f ' 

j) community leVels. ' ^ 

^ i 

7. Help toV'achtev^ better geographical distribution of 

' ^ ^ ^ . / . 

health services, with optimum utilization. 

'/ ' ^ ^ , 

8. Hs^bJIsh priorities among new health programs and 
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/ 



ef^ectlvj^ development of training resources. 
: 10. Identify health needs and problems .and help, set realistic 
goaTs/ keeping expected*^ cfhanges In the area's 



characteristics In mind. 

11. Spur^f aster application of new health knowledge. 

12. Encourage closer relationships among , health services, 

. • ,1?, 

research/ and training. 

13. ' Help to Integrate health needs Into physical^ economic/ 

-and other areas of planning for community development. ' 
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y$e,ryiceS/ develop better balance among heal th programs/ 
/ and provide services more responsible to the special 

health needs of the area.*^ ' 
9^ .Fds.ter better use of scarpe liealth manpower and more 



Basic Human Needs 

An understanding of the concept of basic human needs as It 
relates to community health programs Is essential to planning/ 
Impbsment ing/ and evaluating. All Individuals^ have" a set of 
universal n6eds\ For exan»ple, mas low has suggested that there 
are five general types^ -^f human 'needs. He bejy^eves that they are 
hierarchlal In nature and that they are universally present In 
human beings. His hierarchy would be: phys fo log! cal .needs 
*(e.g.^ alr^ water^ nutrition)^ safety needs (e^g.^ security^ 
or^er)/ belonglngness and love needs (e.g./ affection and-^ 
Identification)/ esteem needs (e.g./ prestige/ success, 
self-respect) and the need. for affpctlon until his hunger Is 
satisfied. So I t Is with each higher order ne^ - It can not be 
dealt with until lower order needs are satisfied. Other need 
systems or models have been presented and described by many 
I"dl vjfl|jials s'uch as Rottfer/ Homel/ Erickson. Their importance to 
us' Is not which Is correct/ but/ rather/ that we accept the fact 
that certain conditions (human needs) motivate peddle to behave 
In fairly predictable patterns and that unmet needs, y/hether 
Individual pr group/ create difficult situations which community 
health programs are called upon to help resolve. 

Administrative Considerations . / 

The resolution of community * health problems' can be 
facilitated by understanding and dealing ^^l th the processes 

^ / 

required for effective administration. These qan be broken down 
Into "five portions:/' planning/ organizing/ directing/ 



c«fcrdf natlngT^nd controlling',' In order to es-tabHsh and 
maTntaIn a program thai, will fulfill Its goals^ all of these 
areas must be Included, .. The plannt ng aspect Is concerned with 
decldfn*g. In advance, what Is to be done and what techniques and 
methods are to be utI'Uzed In future action, ft Involves goal 
Setting, determining who does the planning/ deciding when to- 
plan, reconlzlng policies that are required for successful 
operation, and developing s ta-ndard I zed prc^cedures and methods for 
operation. The second element, organizing. Is concerned with 
dividing and grouping the work to be done Into individual tasks 

4 

(objectives) and defining ^the relationship between the 

Individuals fulf I 11 Ing these tasks. 

The" third element Is dl rectlng . Directing deals with 
Initiating the action plan and setting parameters, ordering or 
empc^werlng others to act, and then overseeing and supervising tfie 
entire action plan.- coordl natl ng consists of syncronl 2 1 ng, 
unifying, and I ntegratl ng • aH of jthe diverse elements and 
objecti ves of the organization toward the accompi I shment. ^^^^l ts ' 
objectives. Finally, control 1 Ing Is charged wl th determf^l ng 
whether or not everything Is proceeding Iji accordance with the 
'action plan. It Is t he/ element that must closely relate to all 
otKer aspects. WI t h all of these elements functioning properly^ 
the' program can expect succesfe. ' . 

♦ 

OrganlzatI onal Structur e * , : 

There Is an organizational structure for community health 

programs that must also be understood, . Programs, have been 



planned and Initiated without understanding the need .for 
X)rganl2atIonal structure or the " structure has been Ignored. 
Enormous amounts of human effort and other resources have been 
wasted as a resuU* Any program, to be effective and efficient, 
must account for all of the following program aspects? " (1) 
prevention, (2) detection, (3) appraisal, (It) treatment, C5) 
rehabilitation, and (6) Evaluation.. This does not Imply l^hat 
every program' must attempt to deal directly with all of the^e 
areas. It Is Imperative, however, that all of these areas be 
considered and studied v/hen Initiating, and while conducting 
health programs. Failure to examine and deal with one or more of 
these cbmprehenslve program elements Is wasteful and Inefficient 
at best and Is disastrous at Its worst. For example, when 
programs have as their main goal to provide treatment, but are 
unaware of the appraisal and detection techniques used on the 
patients 1 1 serves, they operate Ineffectively, Further, they 
might not be awar« of what happens to the Individual after the 
.treatment In terms of his rehabilitation, no<t to mention 
^evaluation product and pro ces5,^" Many, If not most, programs 

Ignore the need for developing techniques to determine whether or 
not the goals of their program are being met. Comprehensive 
program development and planning are essential! . i i 

This type of orientation and overview suggests that all 
community health problems are the . same l n or I gl n and ^that the// 

programs developed "to resolve them require thfe same bas^li 

/ 'f\ ' '" ' I 

components to operate effectively. Human / n^eds orily^ shfc/w 

/' /. ' ' ; ' y f 

themselves In different ways, and. programs-* / on 1^ focus fon 



different aspects of the total picture. Further, It- Implies that 
mental Illness^ juvenile del I nqiiency^ drug abuse/ diabetes, 
cahceV/^ accidents/ and on and^on^are all merely symptoms of unmet 
^ human needs. '""This type of orientation keeps*" the focus on PEOPLE 
'riot problems^^ DlabeteS/ drug abuseS/, ac^cldentS/ and mental 
Illnesses are not the probl ems/ - It Is the people with these 
conditions who are the problems and who need attention. Peo*0le 
have a right to well planned and well run community health 
programs. * > / 

, Identifying Unmet Needs , 

Numerous irtcJlcators of unmet human needs ar»e avail-able to us» 
For Instance/ heart rate might be an Indicator of a phys lojo^^l cai; 
need (example: It can reflect the need for oxygen). heart 
rate of 120 for an Individual who Is sitting and who has been at 
rest/^ could be an Indication of a problam — an unmet human need. 
The unmet need could be physical/ but It could also be mental or 
social; It Is,/ In reality/ ^along with all of the other 
phy-s lologl cal I ndexes/ only a symptom - a symptom that v/arrants 
added examination and* Investigation. If the Individual Is 3 
weeks old/ we could say this symptom (heart rate) Is fairly 
normal; however/ If the Individual Is 18 years old/ we would v/ant 
to InvtBSt.lgate further. If we discover he was calling to make his 
first date/ the elevated pulse rate .would be understandable. The 
point is/ all-such tests are just Indicators of symptoms 'that, 
could be caused by many different situations. The same Is true' 



for Indicators of unmet mental and social needs. These 

Indicators take the form ''of feelings or atti tud.es .under usual 

conditions. » - 

The emphasis suggested by this overview Is PEOPLE, not 

problems. All people^- have basic needs t(iat must be fulfilled, 

* * ! 

At times It Is either necessary and/or desirable to establish 
programs to assist Individuals and communities fulfilling those 
needs. .1 t stresses the Importance of verffytng symjptoms and 
relating them to the proper need. It demands programs be planned 
with the needs of people as the goal and that the actions plans 
for attaining the goals maintain that focus. The materials and 
resources necessary for the action plan must be organized, and 
finally, some method of evaluating whether or not goals have been 
attained must be estab>lshed. An underlying, but Important 
message, should be apparent — good programs require a tremendous 
amount of .hard work. ' 

Procedures for a Successful P rogram 

!• Establish Program Goals a / 

!•! Written statements that describe precisely what the 

V 

program planners bel leve can be done for the 
Individuals and groups the program^ Intends to. 
service/ must be developed.^ ^ 
1.2 Goals containing a statement'- of ^ the programs 
desired ..accomplishments must be written 'by 
leadership personnel X6 to 8 people) who will be 
Involved with the program. 
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/' . 2«, Clarify Goals 



1.3 Goals should^ be, written "Nn terms of the usfer 
(clients^ .patients) I.nstead of In terms related to 
/administration or'operatlon. ' i 
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2.1 If the program will utilfze personnel, enabling 
activities, resources, or evaluation techniques 
ex-lstlng programs, either national or local,| 

carefully compare the goals of that program to tha 

I 

one being planned. Differences do not mean the 
planners.' are wrong In their, goals they have 
established. In fact, local opinion may be more 
accurate than that generated for national or 'more 
broadly based programs.. Be especia^y ferl.tt^a-'f of ] 
programs who do not Identify wha t their goals are.^^ 

2.2 Obtain broadly based Input detailing the nature of 
the target group. Gather Information f rom ^s". marly 
sources as possible on such thl ngs as f ncdne 
levels, age ranges, culturaj. ■and,,r^^ethnl c 'groups 
Involved, ar^d so on. Specific Input should also be 
obtained from. Individuals who are members of the 
targeft groqp. ' , . ' ' 

v; 2.3 Identify the social and political Issues that arp ; 
• nicely to Influence the program both positively and 
negatl.vely. At this point It Is essential to. / 
consider these matters; however, the specific means ' 
of mobilizing positive support and of dealing with [ 

^ / 10 



opposition 'should be postponed' until the program 
goals are established. The action plan, should deal 
with the specifics of how to mobt Tlze these 
factors. 

Restate Program Goals In Official Written Form 

Develop an Action Plan (Objectives) 

The action plan requires a precise breakdown of 
each of' the program goals. The, goals are divided 
into the objectives necessary to accomplish each 
goal. 

k,2 To determine the number x)f objectives necessary per 

goal/ the goal must be subdivided so that each 

objective describes only one action and Identified 

•-criterion acceptable for completion. Such 

specificity wtir m^lmlze the accuracy of the rest 

of the action plan. ' 

k.5 Rank the objectives In the order that they need to 
. f. • _ 

be accompl Is'hed. Prioritizing the list Insures 

tha| objective? requiring prerequisite action gef 

the necessary preparation. 

'Carefully check the ejitlre lls.t. of objectives to 

Insure that all components necessary for a 

comprehensive health program are Included. As 

mentioned earlier. It Is essential- that the pro.gram 

Identify Its specific' goals, but that Is also 

determines Its relationships with programs and , 

Individuals who relate through one or more aspects. 
» 

• ; • . 11 ■ ■■ ■ ■ ' 



the 'objective list. the n must deal with prevention, 

• : ■ ^ — ■ — ■ T 

detection, appraisal, treatment^ r ehab M I tatton^ 
arid evaluation (Refer to Background and Orientation .. 
Section- for ratTonale). I t may only' be necessary 
to Identify what; Is going on In the community with 
regard to one or more or these aspects; however, 
those ' aspects that are directly within 'your 
programp * goals statements will , requj re 
considerable development, 
\^ h.5 ' In addition to the check for Including all the^ 
^'•f necessar/'* aspetts of a'communi ty health program ft' 

Is essential' to. run a check -of adml nl sitra tl ve 
components. Check to make syre that In compiling 
the objectives list tfie, elements of planning, 
o^'ganlzlng, directing, coordl nat I ng and contr-ollfn^ 
have all been dealt with (Refer to Backgrdund and 
Orientation Section for a descr I p tf on - of the 
elements), ^ ^Z' 

^♦•6 Identify the person(s) who are most likely able to 

accomplish each objective. If more than one person 

Is assigned be certain th'at there Is one who Is 

responsible for- ^prjipl etl ng the" task and reporting 



back the resuUs^ ,iVet'''''an expected completion date. 



*lt Is Important to : jtffe success of* the project that 
this be done, The^^*' d^te .should be /hego^tlated 



between tKe program planners and th^ rl ndl vldual 
assigned the task. ' ly^: * • * 
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U.7 A composite list of the objectives (tasks); of the 
Individuals , responsible for each goal and the 
established tlme-1 1 ne should be distributed to all 
those concerned, ^ 

Establish Enabl t ng Act? vl tl es ^ 

I 

5.1 Take each objective of the action plan and Identify 
as many effective enabling activities as possible 

i to attain It. It Is extremely useful to- have more 
then one way of attaining each objective, ' ' 

5.2 When enabling activities are developed^ using the 
objectives as criteria, erroneous decisions will, be 
avoided. It Is possible that one or more 
ob|pctlves could be achieved using 'the same 

.activities. Just be careful not to assume, for 
Instance, that ah activity designed to ^et, 
Informatlorr. to people will also change .their 
ajttltudfts or behavior. 

5.3 Carefully recheck the objectives Ust and o Identify 
objectives that- deal with each of the 
administrative processes. These are the easiest 
^objectlv^s to overlook and the ones that can really' 
rufn tK'e>whole program. Planning objectives are 
particularly Irff'portant. . Careful attention here 
wifll avoid such things as competing for the target 
groups time Cl .e. , schedu 1 1 ng a Venereal Disease 

■ Program for teenagers on Homecoming evening). 
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Collect Material and Resources 

6»1 Check each enabling activity and determine what 
kind and what amount* of materials and resources 
will be needed. 

6.2 List resources and materials with estimates for the 
amount of time, effort, money each requires. Such 
a list will enable you to compare what you've got 
with what you need. I-f you come up short It may 
mean you will have to rearrange your action plan to 
* accommodate that task (I.e., If you do not have 
enough money or manpower to complete- the project. 
It might be better to not star't It at thls time). 

Establish Evaluation- Crl terl a' 

7.1 The primary purpose of evaluation ought to be to 
Inform Individuals that they liave completed what 
they se*t out to do. This goes for both prograrn 
staff and patient/ client. 

7.2 If the action plan was developed as Indicated each 
objective stated a criteria for acceptable^ 
conditions for completion. 

7. 5 Keep in mind the who>^ action plan when you obtain 
. negative evaluation. I t does not necessari ly mean 
the objective was Inaccurate. If It Is an Integral 
part of achieving the goal. It Is wise to check 
through the system -(enabling activities, resources, 
and materla1s>. 



Relate to Program Goals 

8.1 This step keeps providers apd users focused' upon 

the task rather than the tools utilized to obtain 

♦ 

them^ A remi nder — planni ng, fmplement! ng, 

conduct I ng/ and evaluatf ng conrtmunl ty h^al th 

programs Is extremely hard work^ I t \s also 

extremely rewarding when It delivers a service that 

m ^ ' . _ * _ 

helps an Individual or group Identify and resolve a 

health problem — A PEOPLE PROBLEM! 



